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i FOR: Deputy Director {Bupport)

Management Study of Finance Dlvislon,
Office of the Comptroller

PROBLEM

To exsmine the organipational structure, steffing pattern, ﬁi{tctiorm
and procedures of Finance Division anll recommend changes for rerderw
ing better finmancial support to the Covert componsnis of the Agency.

FACTS BEARING ON THE PROBLEM:

The present organisationsl structure and Tsble of Urganisation of
Finsnee Division (Bee Tabs A to F) was approved in Ostober 1953.
Sinee that date there have been no major changes in the strueture nor
in the sssigned functions, :

Tne present Table of Organigstion _ provides Ior
hpﬁni‘b‘lﬂm and no military allocstion.

In addition to the sbove T/0, the Office of the Comptroller has an
suthoriged Departmental Unvouchered Training SBection /0 and ceiling
of 15, This section wes spprovad for the purpose of slotting finance
persommel vho are in training for overseas positions.

The desire of Agency officials for better financisl eontmls, more
sceurate scgounting for expenditures and for guick follow-up on all
delinguent advances of confidentisl funds has ceused an Incressed wort:
losd in the Fingnce Division.

25X1A6a

f. It hes been necessary for Finahce Division personnel to work spproxi-
mately 2,000 nours per month overtims in order to perform the assizned
tasks .

g» Personnel Mgnpgement has been u major problem of the Division. Scue
of tha contriduting factors are:
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(1) Much of the work of the lower yéa positions is of the repetitive
typs and uninteresting. .

{2) The difference in grade structure between positions in Finance
Division and those of similer degrees of difficulty and respon-
sibility in the Ares Diviplon Buliget and Fiseal Sections tend to
accelerate the transfer of lower grade personnel to positions in
the Ares Divisions.

{3) It hes been necessary to gontimumlly train new personnsl to re=
place those being assigned to oversess staticns. A three months

t of the rations and Lisison Branch revealed that
for various periods during
the three months, or a turnover of « The training of new people
should begin to decrease within the next six months when oversesas
trained personnel begin to return to hepdguarters for reassignment.
Oversess rotation, however, will contimie tc be & seriocus problem
for the Division,

{t)} Bcme elements contimually operate under pressure. Financial sup-
port to the Covert elements must scmeiimea be given in a matter
of mimates.

Functional statements of some of the elements of Finanee Divielon did
not adeguately describe their present responsidbilities. These have
been revritten and are attached as Tad G.

DISCUSBION:

The very nature of the intelligence business makes it difficult to
render timely and adequate fingncial support to various covert sc-
tivities snd persocnnel whose connection with the U, B, Govermment can~
not be disclosed, to obtain proper aceountings for expenditures, and
to exercise those financial sdpinistrative comtrols vhich are conw
sidered elementary in the opexation of any other govermmental agency
or privete enterprise, In recoonition of this, confidentiael funds
were established to cut thru the government red taps procedure for ex-
pending funds. Certain eontrols, however, must be exercised if waste,
fraud and/or embezzlement of government monies are to be minimiged.

In the estadlishment of any comtrols, considerable thought should te
given to the saiministrative copt of maintaining these controls and the
net bepeficiel result.

The rapid growth of the Agenay and the desire for better finsnciasl
controls have resulted in numegous new procedures being established.
In many cases, thess have been added upon existing procedures. In
eddition, it has beer necessary for Finance Diviasion to establish meny
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inefficient procedures becsuse of its inability to obtein the necessary
timely financisl information from field stations and hesdquarters come
ponents of the Ageney which expend confidential funds. Soma of the
fectors over which Fingnce Division has little or no contrel, whieh
wvaste many man hours of productive time, and result in the preparation
of numercus cable and dispatchas, ares

(1) The cbteining of proper psyroll information on Staff Agents from
the Ares Divisions DD/P.

(2) The obtaining of correct leave balances on persounel assigned to
field stations.

{3) Field Duty Status reports are not regularly received.
{4) MNany instances occur wherein en individusl will be st hesdquarters

on TOY and neither the field station nor a hesdquarters compenent
will submit 2 Time and Attendence report.

{5) Axes Divi o Time snd Attendance reports on sall
personne NN 2 | C 2

] 25X1C4a

< I

{7) Personnel are sometimes transferred from unvouchered to voucherad
furds for promotion purposes snd subsequently transferred beck
to ugvouchered,

(8) There sare isstances in which two Time and Attendance reports are
received on the same person, ons stating that the individual de-
paxrted hesdquarters for field at one date-~the other giving &
different date.

(9) Although regulstions may prescribe that certain financiel forms
be used, many field instsllations will submit reports on forms of
their own design.

{10) Insufficient documentation is submitted for the proper swditing of
wany station accountings and operational sdvances.

{11) Msoy docuszants are received in which the wrong sllotment number is
assigned by the sllottee.

{(i2) ©Bot all Staff employees and Staff Agents departing for overseas
receive proper briefing or financisl matters.
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(13) m;mgnmg'm not alvays veselved cn contract smployess

{1k} contrsct canceliation actions on contract perscunel are not slweys
recgived.

(15) Meny finsmcisl repcrts and dispatches are delayed in the Arves
Piviglons and do not arrive promptly in Finanee Division.

{16} Toere sre numerous instanses Mm finaneisl documents enrouts
to Pinance Division becom separated in the Ares Divisions.

9+ A Finsnce Division procedursl gomsittes meets regularly snd is cur~
rently establishing nev writtes procefures and revising others. The
prossure of dally vork, howvever, has pot permitted s comprehensive re-
viev of sll Division procedures but mmch progress hes bsen made.

4. The proposed organisational styucture, shown in Tabs A to F, represents
& resognition of the relstive fmportapce of the besic funetions now
:nw porformed aud constitutes a refinement rather than a radical

e. The wain features of the proposcd structure are as follows:

(1) Tae merger of Proprietary Accounts Branch with the Accounts
?mh and the um:mmzt of 8 Finangial Recordiag Seetion, 25X1A
Proprictary B / ccounting Section, and ting
Gontrol Section. " v $0 1n Mesounting
(2) A recrganisation of the Cperations and Liatson Branch vhich will
reduce the munber of Bections from & to 5.

{3) Reorganimstion of Payroll snd Trevel Branch.

{a) A reorganimstion of the Payroll Bection of the Fayroll
snd Trevel Branch, which will establish verious pRyTOLL
Units to handle certain designated areas; and an Audit
Suppert Unit.

{b} A reorganipation of the Travel Section of the Payroll
axd ms Branch whlen will creste s Domestic Audit Unit,
& Forelgn Audit Unit, and a Processing and Control Unit.

{¢) Tais proposed organisption, together with the procedursl
ehanges m«ium during the survey, will permit a 7/0
redugtion of & pesitions in the Peyroll snd Travel Branch.
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{4) Deletion of the Industrial Contrect Audit Brench F
as components of Finance Division, T

tablishment of an Industriel and Internal Audit Divieion,
directly responsible to the Comptroller. The new Division will
eonsigt of an Office of the Chief; Review and Analysis Branch;
Internal Audit and Control Branch; and an Industrial Audit
Branch. ‘

£. Major functional and procedural changes were sccomplished during the
course of this Survey. These pccomplishments were mede possible by
the cooperation of the Chief of Finance Division and his subordinates.
Detalls of these changes are given in Teb H.

g+ This survey has gpprosched the matter of staffing by the use of such
fastors #s the average employment of an element over @ three to six
months period; backlog of work et the beginning of the periocd vs the
backlog existing at the end; snd tha monthly average overtime hours
worked in order to eccomplish the assigned task. Congideration was
also given to the quality of the work produced. Exsmination was made
to determine whether or not the component was adequately performing
ites asaigned functions.

b, CONCIDSIOND:
It is concluded thats

a. The organizstional pattern for the Finance Division should consist of
the following oparating elements:

(1) oOffiee of the Chief

{2) Aceounts Branch

{3) Operations and Lialson Branch
{4) Monetary Branch |

(5) Payroll and Travel Branch

b. The Comptroller should perform more internal sudits of allotment contyol
records, finaneial secounts and procedures. This can most effectively
be scecmplighed Ly the establighment of an Industrial end Internal
Audit Pivision responsible directly to him (See Tab F).

¢. The inoresse of 3 positions in the total staffing patbtern of Finance
Division and the Industrial and Interpal Audit Division is Justified
and in keeping with current work lead requirements. (Bee Comparative
Btatement, Tub I).
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When the siministyative difficulties enumerated in Peregraph 3b of this
report have been elimlinamted, thereby permitting the instsllation of
improved procedures, the proposed T/0 for Finance Division can be re-
duced. . :

RECOMETDATIONS ¢
It is recommended that: _
The organigatiorsl pattern show: in Tebs A thru F inclusive be spproved.

The proposed distrivution of [ positions shown in Tab I snd the
Tebles of Organigation for esch proposed element (Tabs A thru P) be
spproved subject to classification action by the Director of Perscnnel.

The present celling of the Office of the Comptrollear not be changed

until such time a5 the etudy of the overall crganizstion and staffing

of the Offige bas been completed. (This is the second report on the

Office. The first was a T/O revision of the Machine Records Division.)

Any recopmendations for anm’gents of the ceiling will be made in the

final report. The present ceiling is [jend the on duty strength

a8 of 1 Mugust 1955 m- 25X9A2

A concerted effort be made to eliminste those defisiencies emumerated 29X9A2
in Peregraph 3b of this report. (It is believed that much can be

sccomplished by the periodical attendpnce of FPlnanse Division Branch

Chiefs at the veekly meetings oi ths DD/P Aree Budget and Fiscal

Officers nov being held by the S8A (Comptroller).)

More effort be made toc minimime the personnel turnover 1ln Finsnce
Pivislion.

As, if and when, new procedures are developed and ell security factors
evaluated, consideration be given to a further refinement in the organi-
sation of Fingnce Division; the Payroll and Trevel Branch tc be divided
into Payroll Branch and s Trsvel Branch, with Agents Servicea Section
of the Operstions and Liaison Branch becoming a Seetlion of the newly
established Psyroll Branvh. -

s/

Chief, Mensgement Btaff

25X1A 25X1A9%9a

ANREXES

TABS A thru I
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